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ABSTRACT

Although the issue of consolidation or merger is not new to the Hutchinsorn/Reno County area,
the emergence of severd key issues such asretall wheding, annexation, sation relocation, and
increased efficiency, has prompted city and county officids aswell asfire department directorsto again
address the issue of consolidation of resources. In atime period when fire/rescue departments are
being asked to produce more for less, the trend to consolidate resourcesin an effort to control
spending, reduce the duplication of service, increase efficiency, while continuing to offer ahigh leve of
service is becoming more gpplicable.

The purpose of this research was to determining the feasibility of amerger or consolidation
between the Hutchinson Fire Department and Reno County Fire Didtrict #2. Specificdly, answers
were sought to the following questions:

1. What factors effect each governing body and their respective fire department that

prompts the need to explore consolidation and what success have other departments had

who have faced smilar issues?

2. What are the projected benefits that can be expected if a consolidation between the two

fire departments occurs and is there afinancia cost savings by ajoint department?

3. What legd avenues are available in Kansas for merging acity fire department and  county
fire digrict that will offer satisfactory results for both governing bodies?

4. What are the operationa and personnel issues between the two departmentsthat need
addressed in order to facilitate a merger?

5. What other factors will play either a positive or negative rolein amerger or

consolidation between the two fire departments?

The methods used to obtain information and the answers to these questions used historical,
descriptive, and evaluative research methods. Data was collected through persond interviews with city
and county officids, past memo's, newspaper articles, reports on the issue of consolidation in

Hutchinson, reports from other fire departments who are considering or who



have successfully completed a consolidation with another department, published articles relating to
consolidation, and the annua budget reports for the City of Hutchinson and Reno County.
Thefindings of thisresearch on the feasibility of consolidation between the City of Hutchinson
Fire Department and Reno County Fire Digtrict #2 revea that one consolidated fire/rescue department
would be more efficient and cost effective athough there are some barriers that need addressed. The
means are available and in place to provided this service provided both governing bodies can reach an
equitable interlocal agreement. Pagt indifferences, lack of trust, and control issues must be put aside by

al involved persons and organizations and must look to the future to what is best for the citizers.
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INTRODUCTION

Theissue of consolidation or merger is not new to the Hutchinsorn/Reno County area. For over
20 years discussions between the city and county have been focused on issuesrelated to shared
facilities and consolidation of services. Although many joint consolidation efforts in areas such as
planning, public works, and even the fire service have met with past oppostion, severd areas such as
the joint Dispatching Center and Law Enforcement Center have met with success.  Even though severd
studies have been completed over the years addressing consolidated fire service in the City of
Hutchinson and Reno County, no action to merge or consolidate these services has resulted with the
exception of functiona areas, such as mutua and automatic Aid (Chief K. Forbes, persond interview,
February 7,1998).

Asaresult of the emergence of severd key issues that need addressed such as retail whedling,
annexation, gation relocation, and increased efficiency, city and county officials aswell asfire
department directors have been prompted to again address the issue of consolidation or merger asa
meansto solve theseissues.  In atime period when fire/rescue departments as well as governments
are being asked to produce more for less, the trend to consolidate resourcesin an effort to control
spending, reduce the duplication of service, increase efficiency, while continuing to offer ahigh leve of
service is becoming more applicable and necessary. The purpose of this research is to determine the
feashility of aconsolidation or merger between the Hutchinson Fire Department and Reno County Fire
Didrict #2. Specificdly, answerswere sought to the following questions:

1. What factors effect each governing body and their respective fire department that

prompts the need to explore consolidation and what success have other departments

had who faced smilar issues?

2. What are the projected benefits that can be expected if a consolidation between the two

fire departments occurs and is there afinancid cost savings by ajoint department?
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3. What legd avenues are available in Kansas for merging acity fire department and  county
fire digrict that will offer satisfactory results for both governing bodies?

4. What are the operational and personndl issues between the two departmentsthat  need
addressed in order to facilitate a merger?

5. What other factors will play either apositive or negative rolein amerger or

consolidation between the two fire departments?

The methods used to obtain information and the answers to these questions used  historical,
descriptive, and evauative research methods. Datawas collected through persond interviews with city
and county officias, past memo's, newspaper articles, reports on the issue of consolidationin
Hutchinson, reports from other fire departments who are considering or who have successfully
completed a consolidation with another department, published articles relating to consolidation, and the
annua budget reports for the City of Hutchinson and Reno County.

BACKGROUND AND SIGNIFICANCE

The Hutchinson Fire department was first established by an ordinance in 1872 and organized as
apad fire department with afire chief and driver by 1890. Today it operates 5 fire ations with 77
members and is responsible for 27 square miles and a population of 39,308 according to the 1990
census (see map, appendix A). The proposed budget for FY 1998 was $3,153,612, which does not
include employee benefits.  Besides it's Operations or firefighting/rescue Division, the fire department
operates afull time Adminigtration, Training, Ingpection, and Maintenance/Mechanic Divison. The call
volume for Hutchinson Fire department for 1997 was 2,692 darms, which includes 59 mutua or
automatic aid responses into Fire Digtrict #2 area (Hutchinson Fire Department, Annua Report, 1997).
The City of Hutchinson is governed by a city manager/council form of government and finances the fire
department operations by property taxes, saes taxes, and revenue from contract areas such as
Hutchinson Indudtrid Didtrict and Fire Didtrict 1.
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Bordering the City of Hutchinson on three sides, the Reno County Fire Didtrict #2 was created
on May 28, 1959 by aresolution pursuant to K.S.A. 19-3601 et seq., which provides authority for the
board of county commissions to organize rurd fire digtricts. 1n 1967 another resolution was passed
establishing a paid fire department for Fire Didtrict #2. Today the department has two dtations,
responsible for 84 square miles of Reno County, and has afull time paid staff of 20 personnd to protect
it's estimated population of 6, 200 (see map, gppendix B). It has an Adminidrative Divison, conssting
of aFire Chief and Assgtant Chief, but utilizes line personnd for other specific functions besides
firefighting. The proposed budget for FY 1998 is $692,106, which does not include employer
contributions and benefits. The cal volume for 1997 was 487 darms which includes 74 calls within the
city limits of Hutchinson (Chief Gernan, personnel, Feb. 1998). Fire District #2 is managed by a board
of three County Commissioners and is funded dmogt entirely by afire didrict tax. Additiona revenueis
generated by motor and recreational vehicle taxes, L.A.V.T.R. revenue, and delinquent taxes.

Since 1979, severd committees have been formed by ajoint effort to look a means for
improving cooperation, coordination, or consolidation of functions specific to thefire service. On
March 12, 1979, the Metropolitan Study Committee was formed and sdected the area of fire
protection and service as it relates to Fire didtrict # 2, Hutchinson, and South Hutchinson astheir first
area of study. The purpose at that time was due to the uncertainty of Fire Digtrict # 2 to raise sufficient
funds to maintain adequate fire service as a result of recent annexation of property by the City of
Hutchinson. At that time, some of the discusson was whether to look at the make up of dl fire digtricts
in Reno County to determine the feasibility of the formation of a county wide fire didrict or just Fire
Didgtrict #2, Hutchinson, and South Hutchinson. Key areas addressed were effectiveness of each
department, financing of each department, and methods were discussed to improve service for each
department.

Severd concerns raised by the committee concerning Fire Didtrict #2 were their response

ability due to the large geographicd area, understaffing of paid personnd, and the loss of revenue
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due to annexation. ldeas discussed for improvements of serviceinclude contracting out areas of Fire
Didtrict #2 with Hutchinson and South Hutchinson, building new facilitiesin grategic locations, and a
contractua agreement with Hutchinson and/or South Hutchinson for totd fire protection. A short term
recommendation made to solve the immediate problems in the area of response, was to change some
of the geographica boundaries of the didtrict and enter into a mutual aid agreements with Hutchinson
and South Hutchinson. To combat the revenue issue, aincrease of 1 mill for Fire Digtrict #2's budget
was suggested which would reguire the removable of Fire Didrict #2 from the current mill levy limits of
K.S.A. 19-3610 (Metropolitan Study Committee, Report on Fire service, July 2, 1979). Although the
committee felt that the present revenue problem could be solved through asmall tax increase, the long
term issue of loss of revenue by city annexation would not go away and should be evaluated by a
committee yearly.

Of the other two involved departments, the Hutchinson Fire Department was found to have
adequate manpower, equipment, and stations, athough with the city expanding north, a future station to
the north would be required to maintain adequate service. It was suggested in the report by the
committee that the 30th street county fire station, which was now located in the city limits of Hutchinson,
be purchased by the City of Hutchinson and anew county fire station built to the north. The report by
the committee suggested that the South Hutchinson officids were satisfied with their current level of
volunteer fire service, and were not willing to pay any significant larger amounts for fire service.

The findings of the committee after interviews with the three fire department chiefs, obtaining
information on budgets, financing, and taxation by city and county officids, ruled out consolidation
between the departments at that time due to the high cost to the taxpayers, but did offer severd short
term solutions. Although consolidation was not recommended , the committee did state that the day
may come when consolidation or merger of al or part of the Hutchinson and Fire Didtrict #2 fire

departmentsiis the best solution.



The 10 member Intergovernmenta Commission was established in March of 1992 by ajoint
resolution between Reno County and the City of Hutchinson and charged with studying, making findings
of facts, and recommending specific actions with respect to improving cooperation and coordination of
functions common to local governmentsin Reno County.  One areathat the commission agreed to
study was the are of fire protection. In order to gain more knowledge of fire protection in Reno
County, the Intergovernmental Commission heard tesimony many locd fire protection officasinduding
Dallas Jones, the Hutchinson Fire Chief, and Charlie German, the Fire Chief of Reno County Fire
Didrict #2. Other tesimonies, information, and public deliberations were sought by the commission in
order to make recommendations. Thefind report dated April 14, 1993, offered the following
recommendation by the Intergovernmental Commission relating to the fire protection issue between the
Hutchinson Fire Department and Fire Didtrict #2. It stated that the Hutchinson Fire Department and
Reno County Fire Didtrict #2 be consolidated into one fire department and the consolidated department
be adminigtrated by the City of Hutchinson (Intergovernmental Commission, April, 1993, pg. 11). The
Intergovernmental Commission's report concluded that the merger would improve the qudity and
efficiency of fire protection in Reno County and enhance the equiity of services offered in the financing of
fire protection provided. They felt that although both departments worked closdly together at the
present time, that consolidation of the two departments would yield greater economies, improved
service, and contain of long-term codts. It was a'so reported that consolidation could aso be expected
to diminate duplication of service and to smplify and expedite local response to the increased demands.
Another potentia benefit revealed by the commission in their report was the enhanced loca capacity to
deploy more manpower and the resulting improved service that both jurisdictions could expect,

including possibly the lowering of 1SO ratings for some aress.
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Another independent study and report was conducted and made available in May of 1993 on
the issue of consolidation of the fire service in Reno county by Meryl Dye. This was a comprehensive
report reviewing the issues and facts related to a functional consolidation of Reno
County Fire Didtrict #2 and the Hutchinson Fire Department which was submitted to Wichita State
Universty. The findings of the report reveded that the debate on consolidation is unsettled athough
information concludes that there are sgnificant benefits and negligible costs involving a consolidation
between the two departments (Merly Dye, 1993, pg. 79).

Additiond findings of the by report by Merly Dye, suggest that larger response areas can be
more effectively protected by ajoint effort, and would ensure continued efficiency,
effectiveness, and qudity of serviceto both jurisdictions.  Asannexation continuesto play arolein the
erosion of the tax base of Fire digtrict #2, a greater dependency on the city can be expected to maintain
protection needs. Further suggestions by the author, suggest that staffing levels could be reduced asa
result of the closing of one gation by a consolidation and that significant cost savings could result. The
report o indicated indicated that if the recommendation of the Intergovernmental Commission was
acted upon, that both governing bodies would want to assure citizens that their needs will be met and
that somebody responsible would bein charge. 1t was suggested that this could be accomplished by
ether of the datutes on intergovernmenta cooperation by designating one of the governing bodies asthe
entity in charge of managing the consolidated functions, or delegating adminidrative responsbility to a
separate legd entity or ajoint board comprised of representatives from both governing bodies. One of
the main questions that remained to be answered during this time period was whether the governing
bodies were ready to take a public position on the issue of fire service consolidation and were they
ready to take the lead and embark upon this type of significant change?

Throughout 1993 and into 1994, meetings and discussions continued between both departments

and Meryl Dye, the Human Resource Director for the City of Hutchinson, on the



1.
issue of consolidation or merger between the two departments. Support was given by the City Counsd
in May of 1993, and a suggestion was made to move ahead on the recommendations of
the Intergovernmental Commission. In March of 1994, the process of consolidating or merging
seemed to come to a head as afive step plan was developed by the committee made up of both
fire chiefs, employees from both departments, and the Hutchinson Human Resource Director, to be
presented to the City and County Commission for the merging of the two fire departments. At this
point, support for the effort seemed to change directions. County officids, as well as personnd and
patronsin Fire Didrict #2, protested any furtherance of the effort and the issue on amerger was
dropped.

With new members on the Reno County Commission, and severa new members eected to the
Hutchinson City Council in 1997, the issue of consolidation again was brought up in ajoint city/county
planning session in 1997. The emergence of many of the same issues that had been brought up in the
past came back to life. These include the future loss of revenue to Fire Didtrict #2 due to annexation by
the city, the need by the City of Hutchinson to relocate afire station to the north, and the potentia
impact of "Retail Wheding" or Utility Deregulation on the KG& E plant located in Fire Didrict #2. In
an effort to begin planning for the future needs of both entities, an initid joint meeting by representatives
of both governing bodies was held on June 17, 1997 to again look at theissue of aconsolidation
between the Hutchinson Fire Department and Fire Didtrict #2. The age old question on consolidation
between the two fire departments was again to emerge.

A report specificaly dedling with the financia impact and benefits was requested and
developed by ajoint effort between the two fire chiefsin the fal of 1997, with resultsindicating many
positive benefits and cost savings. Resultsindicated benefitsin areas such asimmediate response,
drategic location of facilities (see map appendix C), better functiond organization by usng one training
and ingpection/public divison, cost savings on personnd, potentid 1SO class reduction, and overal
better use of the tax dollar. It was suggested that cost savings redlized
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might be used to fund equipment and a new gation to the north of the city in Reno County. Attorneys
from both governing bodies looked at the legd avenues available, and presented those options available
under “Kansas Law” to both councils at ajoint luncheon in November of 1997. The County
Commission determined before any type of interlocal agreement could be developed to address the
issue of amerger between the two fire departments, that the issue of the tax lid for the fire district would
need to be addressed. Severa methods for maintaining a equitable taxing system were discussed as
well as how to oversee the merged department. A resolution opting Fire Digtrict #2 out of the tax Lid
was passed by the County Commission in December of 1997 and isawaiting a April vote before
efforts move forward. Funding for the county firefighters employee benefits is not currently under the
tax lid, and would have to be shifted to capped funding if a merger with the city occurred (Green, 1998,
pa. 1). Thereis not currently enough spending authority under the lid to include al employee benefits.

Aswith most changes, opposition usudly arises quickly to hinder any type of cultura changeto
an organization or acommunity. Although factud information was reeased by the joint committee to
keep employeesinformed, alot of speculation and incorrect information arose. Most of the negative
information that was published concerning the consolidation effort was based on only speculation
because very few decisions had been made by dected officias. Thetax lid issue arose early in
discussions, because it was determined that if it could not be passed, there would be no reason for any
further merger consderation. Concerns by the county residents and employees seemed to ded with a
distrust toward government, loss of control of tax dollars, and loss of identity of Fire Digtrict #2 (see
articles appendix D).

The Nationd Fire Academy's Executive Officer Program, Strategic Management of Change,
dedlt with the issues of change in the fire service and offered a change model that can be used when
dedling with change. The god of the classwas to assst in developing the skills and knowledge in
firerescue officers for effectiveness in leading and managing change.  Change is going to happen,
history has proven that. Leaderstoday can either lead the change or manage it



once acriss has occurred. As governments have been forced to streamline and cut organizationa

costs while continuing to offer the same or better service, fire departments are having to aso meet these
demands. The mogt gpparent difficulty in making change is the resistance that results which is often the
result of the culture of the organization, according to Dr. Robert Moss Kanter. It is difficult for
organizations or individuals to step out of the established range of what is comfortable or what has been
donein the past and move into the unknown.

The issue of a consolidated fire service in Reno County may come down to whether or not
policy makers, fire chiefs, employees, and citizens are able to look past the past and present to what is
best for the citizensin the future. Theissue of consolidation and the resulting change that results
between governments and fire departments in the Reno County area has not been settled. It is hoped
that information gained by using methodology offered by this program, extensive research on the subject
of consolidation, lessons learned by other departments who have been involved in a consolidation, and
the resulting recommendations made through this research, can and will be used by loca government
and fire department officials in Reno County and other fire officers across the country in addressing the

issues of consolidation.

LITERATURE REVIEW
Faced with tighter budgets, increased service demands, expanded territories, and increased

other pressures, cities and counties are looking a aternative methods to provide fire/rescue service and
improve efficiency and productivity. The purpose of this literature review isto reference both past and
current information and resources that are dedling with the issues involving the merging or consolidation
of thefire service in the area of Reno County and departments throughout the country. Aress of interest
will focus on factors prompting consolidation, benefits, lega avenues, operationa and functiona issues,
and other influencing factors.
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FACTORSPROMPTING CONSOLIDATION
Fire officas and loca government officias find themsdves considering consolidation or merger
for different reasons. Although their reasons for sudying consolidation may vary, it is critica according
to Jan Thomas, a communication consultant, that the ultimate god of consolidation is to enhance fire
protection services for our citizens and it must be recognized by al parties involved (Thomas, 1994, pg.

105). Inthe book, "Managing the Fire Service', the authors Sites the following reasons as the most

influentid catalysts for change by cities and counties consdering changing the way they providesfire
sarvice (1.C.M.A., 1998, pg. 418):

1. Growth in demand for service, especialy ambulance and rescue services.

2. Municipa budget constraints and/or contractud labor demands.

3. Not enough volunteers during daylight hours.

4. Pressure to improve the productive use of pad firefighter "downtime'.

5. The complexity of modern firefighting and the length of training volunteers required to

meet community fire-safety standards.

6. Economies of scae (some cities are served by as many as six fire departments).

In the rapid growing Orlando, Horidaregion in 1981, as a result of the multiplicity of
government and fire agencies, 16 fire digtricts were combined into one county fire department (Orange
County Fire and Rescue). Reasons cited for the need toconsolidate were the loss of efficiency,
effectiveness, potential cost savings, and quality enhancement (Cragan, 1984, pg. 52). The philosophy
that applied to the Orlando, Florida areathen, isill gpplicable today. The issue issue and problemiis,
how to baance the citizen's demand for increased service againg the demand by the same citizens for
reduced cost of government.  In a statement by Craig Garret of the Detroit News, he said, "That the
federad government should take alesson from loca fire departments. reorganize and save taxpayers
dolars' (Garrett, 1995, Detroit News Home Page, pg. 1). His statement wasin regards to a recent
merger between Plymouth and Plymouth Township. Savings dollars while offering increased efficiency
was again akey factor to
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fthe consolidation. It was reported that combining the two municipalities have saved taxpayers
appromimately $60,000 in repair and overtime cost from a cost-shared $1.8 million public safety
budget.

Pasco County, Florida was another areafast growing arealocated in the Tampa area that was
forced to take a hard look in the mid 1970's & consolidation in an effort to offer dl citizensin the equa
service and to manage the rising costs. They were differences in mill rates, moneys available for
equipment, manpower levels, and other factors effecting the five separate didtricts. The gods of the
potentia consolidation were to unify, improve, and equdize the fire service, centralize and reduce
adminigration costs, avoid duplication of facilities and equipment, strengthen purchasing power, achieve
better insurance ratings, flexibility in use of manpower, capita equipment based on needs and not ability
to pay, and to provide a unified training program (Doyle, 1982, pg. 36).

A closelook a many areas of the country show that duplication of gpparatus, personnd, and
equipment exist. Where fire departments were once established by smal communities because of a
necessity, now due to growth, have devel oped areas that overlap and duplicate areas in services and
especialy management. In the Portland Oregon metropolitan area, amerger was formed in 1989
between three departments, as aresult of a hard look taken at the fire service (Tudatin Valey Fire and
Rescue Department).  Duplication was especidly apparent at the mid management and support level
such asfinance, EM S officers, where managers were found in triplicate. (Pittard, 1993, pg. 1)
Another driving force reveded by then Fire Chief Floyd Pittard that pushed the merger, was the
different property tax rates set for the departments by the loca governmentsin the area. The different
rate charged in may areas of the Portland Metropolitan area was seen by the citiesinvolved as
exorbitant.

Point Montara and Half Moon Bay Fire Didtricts began looking at possible consolidation efforts
in August of 1996 in a request made by one of the board members. A study had been completed

severd years ago into the issue of consolidation, but was determined by the Local
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Area Formation Committee that it was not feasible due to salary differences between the two fire
departments (Rice, 1996, pg. 1). Since then salaries have been adjusted, and other areas of integrated
service such as automatic ad, joint training, and joint equipment purchasing has occurred. One question
asked was why do we need two fire departments within seven miles of each other. Point Bay fire
Digtrict covers six square miles, has eight paid personnel, and has a budget of $940,000. The Half
Moon Bay Fire Didrict covers 40 square miles, has 23 full time employees, and a operating budget of
$3.5 million (Rice, 1996, pg. 2).

The successful consolidation of the Poudre Fire Authority in 1980, began as an effort on the
part of the Poudre Valey Fire Protection Digtrict and the City of Fort Collins, Colorado, to take a
comprehengve look at the regiond gpproach to the provision of emergency services. Again lower long-
term codts to the taxpayers, lowered insurance ratings, enhanced ability response ability during large
crigs stuation, and dimination of duplication of service were key goas (PFA, Annuad Report, 1996 pg.
2). But the key factor prompting the move was aresult of the fast growth of Forth Callinsand
expandon of the dty limits. At least one county station would soon be annexed into the city. Without
consolidation, the city would be forced to build and equip at least two new dations in avery short
period of time. (PFD, 1998, pg. 1). This growth and annexation by the city impacted the Poudre Fire
Didrict who was dready a their taxing limits and faced them with a serious shortfal in revenue. Dueto
new leadership during this time and the change of the departments work force, the cultura climate was
aso more receptive to a change which prompted the effort of consolidation. Another consolidation
effort that finalized it's consolidation processin Colorado in 1996, was between the City of Thorton and
West Adams County Fire Digtrict. One of the main reason for the effort in that area was due to the
1992 passing of the Tabor Amendment or "Taxpayer Bill of Rights'. Thisamendment provided for
only taxpayer approved tax increases, frozen mill levy a 1992 leve, spending leve limited to previous
years spending plusinflation, and reduced tax levies (O'Hayre, 1996, pg. 1).
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In his article, Consolidation/regiondization: Answers for the Future, Chief Charles Rule states
that the most promising answer to future needs concerning the fire service is regiond or county
consolidation. In hisaddress of theissue of jurisdictional boundaries, he indicated that annexation in
particular has developed a crazy politica subdivision that looks more like patchwork quilt than a
rationd protection service area (Rule, 1992, pg. 32). Asgovernment leaderslook to the future, they
must dissolve the issue of political boundary lines and respond the closest units. As cities grow closer
together and border lines become blurred, the rationae behind the need for individual departmentsis
threatened.  According to experts from Emergency Service Consulting Group, duplication isamajor
indicator to consolidation or merger (Wagner, 1996, pg. 23). Cutting out duplication of services may
save money alowing departments to expand in other areas.  Regiona departments are one cost
effective method to afford full time personnd for advanced training divisions, code enforcement, arson
investigation, and specidty teams such as HazMat or High Angle Rescue.

In reviewing loca factorsin Reno County that have prompted the issue of consolidation or
merger, annexaion by the City of Hutchinson is dways an important factor that has continued to arise
over the years. In the 1979 report by the Metropolitan Study Commission in Reno County, the
decison to study the fire service was aresult of the uncertainty of Fire Didrict #2 being able to maintain
adequate sarvice asaresult of annexation by the City of Hutchinson. Although this has not proven the
case in the past few years, the recent annexation of the Prairie Hills 5 Addition, hasagain prompted
discussions.  Fire Digtrict #2 isunder the tax lid for 1998, with a valuation of $55,732,908, and atotd
proposed budget for 1998 including employee benfits, of $872,805, so at the present time funding may
not be an issue ( Reno County Budget, 1998, pg. 23-24). The mgor factors that will promote future
annexation by citizensin Fire Didtrict #2 will probably be related to the issue of 1S0 ratings and resulting
decrease in insurance premiums based on water suppliesin the area (Dennis Clennan, persond
interview, February 11, 1998). IS0 ratings and resulting insurance premiums are based on severd

factors, but akey
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ingredient is the availability of awater supply within 1000 feet. While dl homesin the city currently have
aclass 3 rating, most residentsin Fire Didtrict #2 have a 9 rating according to Bob Fee of Fee
Insurance, located in Hutchinson. A class 9 rating would be located within 5 miles of afire Sation, but
does not have an adequate water supply. The difference between aclass 3 and a class 9 rating based
on a$100,000 wood frame home built in 1995 with $300,000 liability and a $250 deductible resultsin
a42% savings (Bob Fee, persond interview, Sept., 1996).

The more darming issue of potentid future tax revenue loss for Fire didtrict #2 is due to the
issue of utility deregulation, "Free Wheding", that is being discussed in the 1998 legidative sesson in
Kansas. A draft legidation (HB 2619), proposed by the Retailing Whedling Task Force in January of
1998, amends numerous Statutes to provide for the retail competition of the dectric industry in Kansas
(League of Kansas Municipdities, Legidative Bulletin, January 1998). Kansas Power and Light
currently operates a"peak demand” natura gas generated electric plant north east of the city in Fire
Didrict #2. Representatives from the plant indicated that the cost to produce fud is much greater with
natura gasthan cod, 13-14 cents per k.w.h. compared to 15-20 cents per k.w.h. (Leo Gunzelman,
persond interview, January 1998). It isassumed that if "Retall Wheding' becomes effectivein
Kansas, that this power plant would possibly not be needed due to the cost to produce dectricity.
States such as Colorado, Missouri, Nebraska, and Oklahoma have lower dectricity rates than Kansas
which would put enormous pressure on them in the competitive market. Based on the current
consumption of eectricity at the model Kansas rates, the average reduction in primary eectricity is
expected to be 11.7% for residentia, 22.8% for commercia and 23% for industria customers (Kansas
Public Finance Center, 1997, pg. 281). Fire Didtrict #2's 1997 budget is curently $58,786 below the
$758,863 spending lid, but with the possibility of the closing of the KPL power plant dueto
deregulation of eectricity, loss of revenue could become akey issue involving service to it's residents.
The current assessed value of the power plant is $12,206,957 with $167,101.03 in yearly fire district
tax revenue used to fund Fire Didrict #2 (Jm Siemens, personnd interview, January, 1998). This

amount of tax, represents
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approximately 24% of Fire Digtrict #2's certified tax dollars, which would have a drastic impact on their
budget and ability to continue the current level of service.

An issue that has prompted interest into a consolidation with Fire Digtrict #2 by the City of
Hutchinson, deals specificaly with future sation locations due to growth to the north.  As aresult of
growth, annexation, and increased response time to the north, it has become necessary to move or build
a firegation to anew location to adequately cover thisareaof thecity.  Currently one of Fire Didtrict
#2's daionsislocated to the northeadt, within the city limits of Hutchinson. One of the suggestions
made by the Metropolitan Study Committee in 1979 was the purchase of Fire Didtrict #2's Sation on
30th dtreet in the city and the building of a new county station (Metropolitan Study Committee, 1979,
pg. 11).

Another issue that aso raises questions for the need of one consolidated department involves
the area of response capabilities. Can either department manage multi incidents and still offer adequate
coverage? Although mutud aid agreement are in place between the two agencies, and mutud aid
agreements between Reno County Fire Didtrict #2 and the volunteer fire digtricts in Reno County and
adjoining counties, it may take a consderable amount of time for the volunteer departments to respond.
Reno County’ s policy isthat until a Reno County unit is on the scene additiona assstance should not be
cdled. Theissue dso becomeswhat level of serviceis offered by joint department response and what
level of standardization in incident management, operations, and training are in place? Dueto alack of
manpower during times of vacation and or other personnd leaves, Fire Didlrict #2 is often times
hindered in responding three person engine companies on either automatic aid or into their own
reponse area.  Even though there are separate agencies operating during an emergency, they must
operate as one organization with consistent persomne levels, operating guidelines, and training, for
personnel safety and effectiveness of the emergency operation.

The questions arises, can both fire departments separately meet industry standards by NIOSH, OSHA,
and NFPA 1500 including the proposed 1200 standards on personnel requirements? In
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January of 1998 OSHA promulgated its revised and modernized 29-CFR 1910 and 1926 standards
which included a2-in and 2-out rule for interior firefighting. This criteriais conastent with NFPA 1500-
1997 (IAFC On Scene, February 1, 1998, pg. 1&4). It requiresthat an initia crew of four must be on
the scene prior to the commencing of an interior fire attack. 1t o requires that those personnedl
working in IDLH (immediately dangerous to life an hedlth) must use a buddy system with & least two
persons outside the IDLH who can render immediate assstance to those ingde if needed. Thiswill
necessitate a cond derable amount of immediate manpower on the scene of a dructure fire in order to
functiondly make arescue.

Another factor that prompted the look into consolidation between the two departments was the
issue of timing. With the retirement in the near future of both Fire Didrict #2 chiefs, it seemed afitting
timeto look at future needs, avenues to cut spending, and meansto unify the two departments. While
most consolidated departments face increased budgets until attrition of personnel and restructuring is
completed, here the immediate problem with personnd costs and leadership should not be a factor due
to the retirements. The bottom line on any effort at consolidation often falls back on factor of cost
savings.

The question that leaders of both organizations in the Hutchinsorn/Reno County area should be
aking is, are we supplying adequate coverage and protection for citizens, and if not, how can we
effectively and financidly provide for the future firel EM S and emergency needs of the citizens of Reno
County? Thiswill involve looking at levels of service, Sation locations, manpower, cost efficiency, and
training, which may well involve finding the solution to the question, can ajoint department

(consolidated) offer a better, more efficient, and cost effective service than ether by itsalf?

BENEFITSOF CONSOLIDATION
In evauating the bendfits of amerger or consolidetion locdly, it isimportant to firgt look at the
benefits found in other fire departments throughout the country thet have
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been involved in aconsolidation.  1n 1996, Ron Coleman, Cdlifornia State Fire Marshal was quoted in
anatidein Nationa Fire and Rescue stating, " Thirty years ago there were 1,350 fire departmentsin

Cdifornia. Today there are 950". He went on to say that at this rate he predicated there will beless
than 200 by the year 2005 (Wagner, 1996, pg. 21). One example of this occurred between Sante Fe
Springs, Cdifornia Fire Department and the Downey Fire Department, as a result of recession and a
reduction in funding. After an extensve analysis of consolidation, the concluson and recommendation
to the city council wasthat combining al of the activities into one agency made alot of sense. Infact,
they noted that even if there were no cost savings, it is dill the most efficient way to provide fire
management to both cities (Wilson and Irwin, 1993, pg. 24).  Although afull departmenta
consolidation is not way's the end result due to political conditions, regiond efforts in some areas of
the country such asthe Miami Valey FireEM S dliance formed in 1995 with 30 Ohio departments,
have been devel oped with good success (Alexander, 1996, pg. 92). Joint purchasing savings,
programming, and increased efficiency has been some of the benefits of the melding of dl the agencies
into one large organization, but in this case without the loss of community or department identity.

Some of the genera benefits that come out of a consolidation are, according to Charles Rule, a

former fire chief and consultant, in an article by Stephanie Thompson for American City and County are;

consolidated dispatching, lower apparatus replacement requirements, enhanced career opportunities,
joint training facilities, and specidization of various functions. Other benefits unique to loca conditions
may be improvementsto 1SO ratings, cost reductions by volume purchasing, fewer stations due to
larger scale planning, faster response times, more efficient personnel dlocation, increased service levels
for dollars spent, regiondized public education and information programs, consistent area wide code
enforcement, eimination of

redundancy resulting in cost savings, and better use of resources and reorgani zation (Thompson, 1992,

pg. 25). Inthebook, A Systematic Approach to Functional Consolidation, by Tudatin Vdley Fire and

Rescue, the reasons offered for their consolidation effort between the departments
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was to reduce cog, increase efficiency, and diminate duplication (Tudatin Valey Fire and Rescue,
1996, pg. 6). Their effort has proven cost efficient and service levels have remained as good or better
than before consolidation.

In an article by Mary Jo Wagner, on consolidation, she suggested both ingtructors, retired Chief
Jack Snook and Chief Jeff Johnson of Tudatin Valey Fire and Rescue, indicated that improved
effectiveness and efficiency are the most commanding advantages of consolidation and mergers
(Wagner, 1996, pg. 23). Cutting out duplication will save money, better your service, and alow your
department to expand or specidize. They suggested that quality and efficiency dlows departmentsto
capture the long term benefits. A decrease in the tax rate is another benefit of consolidation or merger
according to Chief Johnson. Johnson has seen it hgppen with Tudatin Valey Fireand Rescue. Tudatin
Valey Fire and Rescue was aresult of a 1989 merger which after Six years has seen a cost reduction of
40% (Wagner, 1996, pg. 23). Much of the cost savings was due to growth, but some of it isrelated to
the merger and cost avoidance.

In reviewing consolidation benefits in the Colorado Area, severd departments have been
successful in consolidation efforts. A report on the 1981 consolidation between Fort Collins Fire
Department and Poudre Fire Authority, reveded severd benefits asaresult. By combining resources,
improvement was noted in fire protection, training, communications, suppression, vehicle maintenance,
and ingpection programs. The Poudre Fire Authority was able to comprehensively deal with fire
problems that spanned politica jurisdictions such as gation relocation.  The cost for fire protection was
projected to be reduced by $3 million dollars between 1981 and 1987. Other benefits to the
consolidation include the ability to res0pond to large cridis Stuations, efficient use of saff personnd,
reduced duplication of services, and improved insurance ratings (PFA Home page, 1998, pg. 3). The
other recent merger in Colorado that was findized and became effective in 1994 between the City of
Thorton and West Adams County Fire Didtrict, resulted in North Metro Fire Authority. This merger
offered savings to taxpayers between $300,000-$500,000 per year beginning in 1996 (CPS Home

page, 1998, pg.
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1). A total of $500,000 was saved in the first two years with future cost savings projections over $1.5
million in the firgt five years (O'Hayre, 1996, Consolidation Report). Other benefitsinclude avoiding
the duplication in fire stations, equipment, and saffing by redigning sation locations and equipment.
With the redligning of sations there will be one less gation to maintain alowing revenue for the building
of new gations. Response timeswill be maintained or improved the new Fire Chief OHayre dated in a
recent report on the consolidation process. Additiona benefits include reducing the immediate need for
new apparatus, the elimination of duplicated specid rescue services, investigation and public education
teams and related training expenses, and combining vehicle maintenance.

In reviewing the benefits of the merger of the five digtrictsin 1981 in Pasco County Florida,
many benefits have resulted.  This service was once fragmented into separate municipaities and
districts. 1n 1980-81 the commission adopted a countywide mill rate for the first time which made it
possible for high growth areas or struggling sparsaly areas to get necessary equipment and capita
improvements needed (Doyle, 1982, pg. 321). Over $500,000 in savings was redlized as aresult of
theismerger in 1980 done.  Thiswas areault of bulk purchasing, centraized training, flexibility in
manpower and equipment, less adminigtrative costs, and other factors. Mogt of the savings resulted
from the reduction in chief officers sdlaries, and equipment savings. A reduction in fire insurance ratings
was a0 obtained reducing rates for thousands of residents and commercia customers (Doyle, 1982,
pg. 38).

Other more recent mergers that occurred in Horida, that have had positive benefits, involved
the City of Sarasota Bureau of Fire Rescue and the Sarasota County Fire Department in 1996. It was
concluded that consolidation would improve the level of service and operations, reduce the cost of
sarvice, and lessen the effects of urbanization (SCFR Homepage, 1998, pg. 1). In addition to digning
and training the combined department with the Nationd Incident Management ICS system, three
divison leve postions, Emergency Medicad Services liaison, Communications officer, and a Emergency

Management liaison officer, were crested as a
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result of the merger. Severd upper management positions were diminated by attrition alowing for cost
savings and dlowing for an increase of firefighter/medic postions. Other efficiencies achieved over a
five year period from the consolidation is estimated at $5 million dollarsin savings (SCFR Home page,
1998, pg. 3).

Inlooking at the expected benefits in the Reno County area as aresult of aconsolidation
between the City of Hutchinson and Reno County, it is obvious that the suggested benefits are not out of
line with other departments that have experienced a smilar consolidation. Although the benefits of a
suggested consolidation or merger are not proven, they represent an educated guess based on current
information, 1998 proposed budget figures, and certain assumed facts. This includes the assumption
that the Hutchinson Fire Department and Reno County Fire Didrict #2 will merge, with the City of
Hutchinson as the administrator. Cost savings projected reflect a short term plan of closing city station
#1, relocating personnd and equipment to a county station, and the dimination of five positions through
attrition (Frazier & German, 1997, pg. 2-3). Long term plans would possibly involve the dosng of city
dation #5 and converting it into an adminigration, training, and ingpection offices. Land and remodeling
would need to be accomplished as well purchasing adjacent land for the location of atraining facility.

In projecting the financiad benefits to a merger of the two fire departments, it isimportant to note
that the full impact would not be redized until through attrition five positions, including the two current
Didtrict #2 Chiefs, become vacant and the Adminigtration, Training, Maintenance, and Ingpection
Divison are moved to a separate location. Also the proposd isthat city fire station #1 would be closed
and current manpower rearranged to the current city fire station #2 and one of the Reno County Fire
Didrict #2's sations (Frazier & German, 1997, pg. 2-3). Theresult of cdlosing agation using the
operating cost figures for a county station would be $33,472, which is less than the average operating
cost of acity gation (see financia report, appendix F).

Additionaly, the early cost savings resulting from the merger may be used to provide for anew training
facility and a possible new gation located to the north of the City of Hutchinson in Fire
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Didtrict #2. Cogt for a new gtation woud be around $750,000 while the training facility would be
around $225,000. Other start up costs will include station remodeling for the 30th street Sation,
consolidating paging systems, and an upgraded communication system which may be partidly funded by
the county 911 tax fund.

Sdary cogt savingsindicate ayearly savings of $106,513 asaresult of the dimination of five
personnel (see sdary chart gppendix F).  Thiswould reduce one firefighter per crew and would
replace one exiging engine company with a squad for the 30th street county station. Employee benefits
based on 15 additiona positions reved a cost savings of $69,574 (see benefit cost chart gppendix E).
Until a blended retirement rate with KPERS/K P& F become effective, the City of Hutchinson will have
to make up the difference from the county rate of 9.7% to the city's 19.6% which is gpproximately
$41,015 additiona each year. The differenceisaresult of the Digtrict #2 only paying for futuresin the
retirement system rather than the City of Hutchinson who is paying for the past 40 years. Overdl the
cost savings resulting from the merger would result in a savings annualy of $209,559.00 which are
figures based on 1998 budget and projected cost estimates from saaries, station closing, and savings
from employee benefits. Other savings may result from the pooling of equipment such as pumpers,
dlowing the department an extended time before having to purchase new equipment. The City of
Hutchinson utilizes amunicipa equipmert reserve fund (MERF) to accumulate funding for large
equipment purchases. With the pooling of equipment from both departments and the closing of one
station, funds may not be needed by the city to purchase a new pumper in 2000 for $300,000.00 (City
of Hutchinson, 1998, MERF budget).

Other projected benefits in addition to the financid benefit that would result from amerger
would be increased immediate response and resource capabilities, better strategic location of stations,
standardization of department training, operationa guidelines, Inspection/Investigation, and specidty
teams resulting in better efficiency, the possibility of lowered insurance ratings, increased safety of

personnel, and overdl less duplication of resources
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resulting in better efficiency in the use of the tax dollar. Due to Strategic locations of dations,
overlgpping of service would not occur while dill dlowing for athree mile diameter between stations
(see map appendix C). Increased resources on the scene of afire for patronsin Digtrict #2 would
amogt double ( currently 6 personnd respond initidly, in amerger 12 personnel respond), while dso
having additiona resources available for amgor incident or multiple incidents in ether jurisdiction. The
extraresources immediately available would not only increase the chances for surviva for an victim of
an incident, but would aso dlow an increased leve of safety for firefighters on the scene. Utilizing a
standardized operations, training, ingpection/investigation, and maintenance program between the two
departments as aresult of amerger, should result in greater efficiency of operations and a more uniform
and effective firelrescue sarvice,

It is possible that some residents in the county could see ainsurance rate lower if it were
proven that the fire department could provide a minimum of 250 GPM for two hours by tanker relay,
relay pumping, or drafting from awater supply (1S0O, 1980, pg. 27). In aninterview with Bob Fee, of
Fee Insurance, he advised that most of their insured properties outside the city in Reno County had a
class 9 1S0 rating which is based on 1- 10 scale as determined by the Insurance Service Office, while
city residents enjoy aclass 3 rating. Although city residents have a class 3 rating, the rate charged is the
same for 1-8 (Bob Fee personnd interview, September 16, 1997). Figuring a $100,000 wood frame
home built in 1995 with $300,000 liability and a $250.00 deductible, Mr. Fee quoted the following

rates.
Class 1-8--------===-=- $416.00
(Y N— $707.00
Class 10--------=====- $309.00

If adepartment has the equipment for a class 9 1SO rating, and can prove that it can move 200 GPM

for 20 minutes without interruption within five minutes of arriving on the scene, it can end
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up with aclass 8 rating (Stevens, 1998, pg. 80). Corporatdly, al citizens in both jurisdictions could

expect the same or better service, better coverage, and better efficiency.

LEGAL AVENUESTO CONSOLIDATION

In the State of Kansas, there is broad legd authority for units of government to cooperate in the
performance of public functions and service. The areas of Satutory authority given to facilitate a
merger or consolidation between the City of Hutchinson and Reno County Fire Didrict #2 may fdl in
one of four aress.

K.S.A. 19-3608 Fire District

This satute dlows for the Board of County Commission to enter into aagreement with  the city
for fire protection and for use and maintenance of gpparatus and equipment. It further provides that
the supervison and control of such afire department shdl dwaysbe  with the governing body of the
city (K.SA., 1995, pg. 913)

K.S.A. 12-2901 to 12-2907, Interlocal Agreement

The purpose of the act isto alow loca government to make efficient use of their power

by enabling them to cooperate with other localities, persons, associations or corporations,

on the bas's of mutua advantages. Public agencies may enter into ajoint cooperative

agreement to exercise joint power to provide fire protection service by resolution,

ordinance, or other avenues pursuant to Kansaslaw. This agreement may provide for an

adminigrator, joint board, separate legd entity, or one of the agenciesto administer the joint
undertaking (K.S.A., 1991, Pg. 345-348).

K.S.A. 12-3901-12-3909, Gover nment Organization

This statue provides that city and fire districts can, by resolution, consolidate any of the

operations, procedures, or functions performed by such agencies. A resolutions sets out
the time, form, and manner of consolidation and designate the surviving agency. Thefind sectionin
this statue however may limit the ability to use this statue because of the digrict'staxing
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ability. It datesthat nothing in the act shall be congtrued as authorizing  the consolidation of any politica
or taxing subdivison with any other paliticd or taxing  subdivison (K.S.A., 1991, pg. 382-383).

K.S.A 12-3910 to 12-3918 Consolidation of Fire Districts and Departments

Enacted in 1996, this act, upon petition by the fire digtrict and the city fire department, dlows
the County Commission to consolidate by resolution. The approval issubjectto a 60 day protest
by 5% of the registered voters resding in the consolidated area. The  County Commission gppoints a
governing board consisting of County Commissioners or separate board of threeto nine
members. Although the consolidated department becomes alegd entity, the mill rateislimited to
eleven mills (K.S.A. Supp., 1997, pg. 394-396).

In ameeting in September between joint city and county officias dedling with legd possibilities
involving consolidation, it was determined that the most gppropriate statue that would offer the best
results locally would be to enter into an interlocal agreement based on K.SAA. 12-2901 et. seq. This
would dlow for the continuation of Fire Didtrict #2's taxing digtrict, but would alow both departments to
mergeinto one. Legd problems dedling with issues of equipment, tax rates, and oversight have been
discussed between the two governing bodies, but no clear decisions have been reached. These are the
lega questions that Fire Digtrict #2 citizens need addressed on maintaining some control over their
taxing resources, equipment, and future revenue increases. Besides some form of ajoint fire board
being devel oped with either oversight or budgetary control, an agreement would need to be devel oped
that spells out certain provisions and purpose for the undertaking. The precise organization,
compoasition, and nature of any separate legal or adminidrative entity crested under the agreement
together with delegated
powers must be addressed. 1t should address tax revenue issues, joint equipment, and other issues, as

well asthe duration of the agreement and disposing of property. It is necessary for Fire
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Didtrict #2 to opt out of their current tax lid limit so that an agreement can be entered into with the city
without financial regtrictions.

Inlooking at other fire departments across the nation who have successfully formed a
consolidated fire department, it is obvious by the number, thet the interlocal agreement isthe legd
method most widely used. The consolidation between Sarasota City and Sarasota County Fire and
Rescue in January of 1996 was successfully completed via a comprehensive interlocal agreement
(SCFD Home page, 1998, pg. 1). This agreement preserved pension plans and other employee
benefits, unified collective bargaining units, and established an equitable funding method. In Colorado in
1981, the Poudre Fire Authority (PFA) was established as a result of the consolidation between Fort
Collinsand Poudre Fire Didrict. Aninterloca agreement establishing the authority was adopted which
was later modified in 1987 to correct some minor problemsin the original agreement. This contract
outlines the governance of the authority, terms, powers, organization, and financid policies. PFA is
governed by aboard of directors composing of two members from each council with the fifth chosen by
these members. Traditiondly, the fifth member is the Forth Collins City Manager (PFA Home page,
1998, pg. 1) Other recent mergers occurred in Colorado in 1994 between the City of Thorton and
West Adams County Fire Didrict, which resulted in the North Metro Fire and Rescue.  In this instance,
asmilar interloca agreement and make of their governing board was used. The governing board
congsted of Sx members divided equally with the City Manager and Didtrict Board President Sitting as
ex-officio (O'Hayre, 1996, pg. 15). The Nevada County Consolidated Fire Digtrict, formed in 1991
by the consolidation of Gold Flat and Bullion Fire Protection Didtrict, isaso governed by aboard of
directors. The seven member board meets on the third Thursday of each month at dternating stesto
discuss issues (NCCFD Home page, pg. 1)

The legal statatue used between Tudatin Fire Protection Didrict, Washington County Fire
Protection Didtrict #1, and the City of Beavertonin 1989, (Tudatin Valey Fire and Rescue) to unite
the departments by an interlocal agreement, established an Intergovernmental Council made
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up of two members of each fire didrict and two eected officias from the City of Beaverton (Tuaatin
Valley Fire and Rescue, 1996, pg. 155). The principd dected officid or designee of each incorporated

city within each of the fire digtricts that are parties to the agreement, are ex-officio members.

OPERATIONAL/PERSONNEL ISSUESINVOLVING CONSOLIDATION

Determining operationd and personnd issuesinvolved in a consolidation or merger will be
varied depending on thelevd of merger, thetype, and other factors. Departments who have previoudy
entered into mutua ad agreements should have less problems and aless trangtion of change than those
departments who have not had aworking rdaionship. Departments such as Wichita Kansas Fire
Department and Sedgwick County sought a operationd functional consolidation solution called
"Enhanced Frst Responder™’, which began in 1994, to increese the leve of sarvice by eraaing boundary
lines and formulating one joint communication sysem between the two paid departments (Magtars &
Rudd, 1994, pg. 1). Thesetype of mutud ad agreements or functiondl agreamentsdlow departments
to work more dosdly together with operating guiddines, training, communication, and equipment which
would dlow for amooth trangtion if afuture consolidation is congdered.

Operationa issues that need adressed may involve areas such as station locations and
manpower, standard operating procedures, rules and regulations, response guideines, communication
system, promotiona and hiring practices, equitable rank and manpower issues, mutua aid agreements,
standardization of equipment and testing, hedth and safety standards, and uniform training standards,
and uniform code enforcement, and atrangtion period where changes that effect the organizations
effectiveness and employee are as minimized as possible.

Although bargaining unit issues and employee benefits are not directly related to
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operationd issues, personnel issue must be adressed to facilatate any type of a merger.  Inthe
merger resulting in the Poudre Fire Authority in 1981, the most obvious difference between the
departments was the pay and benefit packages and the different pension plans (Mulligan & Willis,
1981, pg. 69). Other issues were the trandgtion period and possible reductionin manpower, aswell as
union representation. In her article on consolidation in 1992, for American City and County, Stephanie
Thompson suggested that |abor groups should be involved from early on in the planning process or it
may be doomed to failure. She dso ated that consolidation cannot be a disguise for areduction in
personnel (Thompson, 1992, pg. 29). During theinitia study of the merger between the City of
Thorton, West Adams Fire Protection Digtrict, and the City of Westminister in 1992, ore of the
adminidrative philosophy differences that may have had aimpact on the City of Westminister not
entering into an agreement with the other two agencies was the non recognition of union representation
(Long, O'Hayre, Cloud, 1992, pg. 8). Both the City of Thorton and the West Adams Fire Protection
Didtrict reached anew union agreement after sx months of reconciling differences and philosophies,
before the merger into the North Metro Fire and Rescue department occurred. It had been agreed to
early on by management, that no employee would be lesswell off under the new contract (O'Hayre,
1996, pg. 13).

Reorganizing personnd in many cases needs to occur as aresult of duplication of serviceswhile
in other cases aretirement of one of the chief officers may prompt the speed of consolidation efforts.
Reduction of personnd by attrition is by far the most viable means of reducing duplication, but may
necessitate a change in priorities to find new positions for personnd effected. The important thing isthat
people must be assured thet they have a place in the organization, a useful job to do, and their futureis
secure (Tuddtin Valey Fire and Rescue, 1996, pg. 126). Along with reorganization, an important point
isto begin to immediately
intertwine personnd into the consolidated department illuminating and removing departmenta barriers of
the past.



28.

In the consolidation effort between the City of Hutchinson and Reno County Fire Didtrict,
amilar operationa and personnel issues arise that plague other departments who are considering
consolidation.  Although through amutua aid agreement exist between the two departments alowing
some standard utilization of operating guidelines, manpower differences have created adifferencein
firefighting philosophy. While the mgority of Reno County Fire Didtrict #2's experience may comein
wild land firefighting with little water supply, city firefighters focus more on sructurd firefighting with
adequate water supplies. For example, during 1997, the City of Hutchinson responded to 89
gructurd fires while only responding to 31 grass fires (Hutchinson Fire Dept. Annua Report, 1997, pg.
20). A limited amount of joint training is currently taking place to in an effort to standardize operating
differences between departments, but for maximum efficiency, this needs to function under one
department. Although both departments have communication ability on darms, the City of Hutchinson
currently has only one frequency with very limited range cgpabilities. They are currently in the process
of updating the number of frequencies and range, using a repester, to increase the communication
abilities. Both departments use asimilar coded paging system used for dispatching darms and does
present any difficulties in the consolidation effort. Under an initid proposa suggested by the two chiefs,
one city station would be closed and 15 additional personnd added to the current 77 personnel of the
City of Hutchinson. Thiswould necessitate remodeling of severd stations and relocation of resources.
If the other suggestion for the conversion of city station 5 to offices and atraining facility occurs, anew
dtation located to the north in the county would need to be built (Frazier & German, 1997, Pg. 3).

Employee benefits, pension plans, and salaries between the two departments are fairly close
according to 1998 projected budget figures (see financia datistics, gppendix F). The differencesin
benefit packages between the two departs reved smilar cost benefits athough significant contribution
differences to FICA and in contributions to the KPERS/K P& F state retirement system are seen (see

gppendix F). The City of Hutchinson does not pay into FICA as
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doesthe county, but they are required to contribute 19.6% for retirement benefits for city employeesin
contrast t0 9.7 required from Fire Didtrict #2 employees (Frazier & German, 1997, pg. 5). The
reason thisis necessary is thet the fire district employees are only paying for futuresin the sysem while
city employees are dso paying for the past 40 years. This amounts to approximately $41, 015 the first
year until ablended rate occurs (Frazier & German, 1997, pg. 5). While the City of Hutchinson
recognizes Union 179 as the bargaining unit, Reno County does not recognize a bargaining unit for Fire
Didrict #2, which may require the opening of the contract.  Other issues such asthe time frame,
organizationd sructure, sandard operating guidelines, equity in ranks for each department, promotiona
practices, and other operationa issues, need addressed by both departments to facilitate the
consolidation effort. At the present time, the Hutchinson Fire Department organizationa structure
utilizes aminimum of three man engine companies with a Captain in charge, and two man Squads and
Aeridswith a Lieutenant utilized as afirgt line supervisor. One Battaion Chief is assgned to each of
the three shifts and is responsible for 5 gations (see organizationd chart, gppendix G). Fire Didtrict #2
currently operates with only three personnd at each of it's two stations and may operate at times with
only two persons (see organizationa chart, appendix H). The question of equal code enforcement in
both jurisdictions cannot be addressed until both governing bodies accept the same fire codes. While
the city of Hutchinson has adopted the 1991 Fire Code, Reno County has not adopted any fire code
and is under the State of Kansas's, Life Safety Code.  Additiona personnd resources offered asa
result the merger, will assist in meeting minimum manpower sandards. The issue of differencesin the
promotiona practices, other operating guidelines, and other issues yet to come, need to be answered
and will take ajoint effort to solve. The time frame necessary for operationd consolidation efforts
between the two departments is varied, but would necessitate allowances for standardization of
operating guiddines, joint training, consolidated communication systems, station remodeing, and

retirement of chief officers, to be mos effective.
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OTHER FACTORSTHAT EFFECT CONSOLIDATION EFFORTS
Not every consolidation effort may be practical or have a hgppy ending even though in some
cases it would be the most beneficid for the department and citizens. In an article on consolidation, by
Mary Jo Wagner, she quotes Chief Jeff Johnson of Tudatin Valey Fire and Rescue who had been
involved in a successful consolidation as saying, "The four main obstacles to amerger or consolidation
are turf, power, palitics, and control” (Wagner, 1996, pg. 23). Inthe same article Retired Chief Jack
Snook added that the biggest issue that is normally faced with consolidationsis aloss of control
(Wagner, 1996, pg. 23). According to Charles Rule, with al the benefits of consolidation, it would
seem that everyone should be interested in looking at it, however, thisis not the case because of one
thing, "power” (Thompson, 1997, pg. 27). Early meetings involving the three departmentsin the
Tudatin Valey Fire and Rescue merger were disheartening to say the least , according to Chief Rittard
(Thompson, 1996. pg. 27). The attitude that we can do it better needs to be given up, because that
attitude can only go so far on limited dollars. Barriers such as these must be discussed and broken
down before efforts dealing with a consolidation can progress. Asearly as 1935, sudieswere
conducted in Contra Costa County, Cdlifornia, to study the issue of consolidation. The problem then
according to Fire Chief A. V. Streuli, wasfire chiefs, paliticians, and unions dl took a sdfish gpproach,
with aresulting lack of action (Streuli, 1970 Pg. 15). It wasn't until 1964, that consolidation effortsin
this Cdifornaareaprevailed. Other issuesthat may be afactor in hindering consolidation involve the
gigmathat volunteer departs are inferior to paid departments or that city Departments are superior to
county departments. The Parkwood Volunteer Fire Department and the City of Durham, in North
Cardlina, are an example of a consolidation effort that may have been hindered as aresult of this sigma,
according to Chief John Rudisil, of Parkwood V olunteers (Wagner, 1996, pg. 23).
Opponents to consolidation come indl forms. These may include dected officids, city

managers or county adminigrators, citizens, firefighters, or even thefire chiefsthemsdves. Trudt isthe

areathat isimportant because, it takesalot of time and demonstration to be earned, but
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logt quickly. Changeisnot easy for anyone, which includes organizations and cities, and must be
addressed as a process and not an event to be sucessful.  The most generd lesson to be learned
according to John Kotter, a professor of leadership at Harvard Business School, from the more
successful casesisthat change process goes through a series of phases that usualy require a
consderable length of time (Kotter, 1995, pg. 59). Helists eight mgor factors why change may fail.

1. Not establishing a great enough sense of urgency.

2. Not cregting a powerful enough guiding codition.

3. Lacking avison.

4. Under communicating thevison.

5. Not removing obstacles to the new vision.

6. Not sysematicdly planning for and creating short-term wins.
7. Declaring victory too soon.

8. Not anchoring changes in the organization's culture.

According to Chief William Hewitt, in his book Recresting the Fire Service, he states that changing any

culture is extremdy difficult and changing afire department's culture is even more so because of its
development over along period of time and itsrelative Satic state (Hewitt, 1995, pg. 27). Tradition is
one of the cultural forces that attempts to invade many efforts toward consolidation.

A lack of information flowing is another problem that may exist that will hinder change efforts
involving consolidation. Thiswill include the dected officids, Saff, personnd, citizens, and the media.
According to Chief Johnson of Tudatin valey Fire and Rescue, and retired Chief Jack Snook, keeping
you dected officias and staff well informed is akey to success which they
cal "rumor control” (Wagner, 1996, pg. 24). This problem was seen in Caifornia during the proposed
1979 merger between San Carlos Fire Department and Belmont Fire Protection Didtrict. The

Secretary of thelocal Union 2400, Dave Blewett, wrote an article in response to a previous
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aticlein periodicd, The Cdifornia Fireman, which had discussed the planned merger. Although he

dtated he was not againgt amerger, he fet the article was premature, incomplete, and mideading
(Blewett, 1980. pg. 8). In his article he fdt that management had used deceptive methods to use
Proposition 13 as aruse to launch the city adminigtrators schemes. In the Tudatin Vdley Fire and

Rescue case study on , Systematic Approach to Functional Consolidation and Merger, one reason

stated for support by congtituents and mediais that they were kept wel informed (Tualatin Vdley Fire
and Rescue, 1996, pg. 183).

In the Hutchinson/ Reno County Fire Digtrict #2 consolidation issue, severd of the key
contributors that hinder change have emerged, even though city and county administrators appear to be
supportive and efforts have made to keep employees informed (see news article gppendix E). The key
issue that needs to be addressed by both governing bodies that will take effort and trust, is with
"control". Theissues of who will oversee the control of the department, how will aboard be made up,
and what agreement can be reached by leaders to manage equity and control of the taxing authority
needs answered. The issue of deregulation of eectricity and the potentia loss of fire tax with the
potentia closure of the KPL plant, would have a negative effect even if the consolidation were initiated.
The consolidated department would have to either absorb the tax, increase the tax in Fire digtrict #2 or
corporately raise revenue.

Where little information has been given except through afinancia and benefit sudy and
preliminary meetings, assumptions in many cases by county employees and Fire Didtrict #2 resdents,
have replaced the facts (see news article, appendix D). A petition wasfiled by resdents of Fire Didtrict
#2 requesting an election on whether to remove the tax lid for Fire Digtrict #2 (Green, 1998, pg. 1).
Commissioners have said they would send information letters severa day in advance of the mail-in
ballots listing the pro's and con's (Green, 1998, pg.1). Inan
editoria published in the Hutchinson News in December of 1997, Fire Didrict # 2 employees saw the
effort toward consolidation of the two departments as a takeover of their department resulting in no

voice in the future of their departmert.
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PROCEDURES

In conducting this research, the current issue of consolidation between the City of Hutchinson
Fire Department and Reno County Fire Digtrict #2 was evauated using information derived from both
past and current literature reviews on topics associated with consolidation, interviews with key people,
budget reports, and case sudies involving other fire departments who are presently involved in or who
have been involved in a consolidetion in the past. The god wasto look at the feasibility of a merger
between the two departments by looking a the common factors associated with a consolidation or
merger experienced by other departments, and then look at specific areas of interest in the
Hutchinsor/Reno County area. The research was focused on issues that prompt consolidation,
benefits, financid issues, legal avenues, operational and personnd issues, and other problems associated
with a consolidation of fire departments. Every effort was made to keep an open mind and attempt to
understand the logic behind the positions expressed by the agencies and individuds identified in the
research.

By evauating research information from articles, interviews, and other departments it was hoped
to gain a better appreciation of the past, present, and future of consolidation efforts aswell evauating
consolidation needs locdlly. It was hoped to identify key factors that may arise that complicate or
hinder the effort. Both departments future needswere evaluated based on present manpower, area
covered, gation locations, population, 1SO ratings, financia impact, and services offered, to assigt in
determining the feasihility of amerger. Because much time and effort has been spent on sudiesin the
past attempting to create a workable joint solution between the city and county in offering a more
efficient and cost effective fire service with little results; it was hoped that this research would enlighten
the reader on the many broad issuesinvolving consolidation and focus specificaly on the issues
between Hutchinson and Reno County Fire Didtrict #2.
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RESULTS
The results of the research into the question of the feasihility of amerger between Hutchinson
Fire Department and Reno County Fire District #2, were based on conclusions reached by the
information and data obtained. Applying the research questions to the study,
alowed a conclusion to be formed based on other department's experience as well as specific

circumstances in the Hutchinsorn/Reno County area.

Resear ch Question #1
What factors impact each governing body and their respective fire department that prompts the need to
explore consolidation and what success have other departments had who have faced smilar issues?

Although the normal factors that prompt the study of consolidation with most fire departments
such as budget condraints, cost savings, duplication of service, annexation by the city, and cost savings,
and increased sarvice, are not the main factors that may prompt officias in Reno County to consider a
merger of the two fire departments, these factors will ultimately have a sgnificant impact. Although
annexation of property by the city to the north may have an impact in the future on Fire Didrict #2's tax
base, at the present time it does not pose a sgnificant threat because it appears to be limited to new
development. Annexation would become afactor by reducing Fire Didtrict #2'stax base if the City of
Hutchinson'sinfra-structure (water supply) were developed in areas such as the Spyglass addition. If
citizens insurance premiums could be reduced by areduction in 1SO ratings, then amuch greeter
percentage of current Fire Digtrict #2 residents would support annexation.

A greater threat to the loss of revenue to Fire Digtrict #2 could come as the result of the pending
bill dlowing for the deregulation of eectricity or "Retall Wheding". If the bill is passed, it will very
possibly prompt Kansas Power and Light (KPL) to close the current "peak demand”
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power plant due to the high cost of producing naturd gas eectricity. Thisfire didrict tax paid by this
plant amounts to gpproximately 24% of fire Didtrict #2's revenue.

Another factor that effects both departments, that prompts officias to look at consolidation, is
theinitial ability of each jurisdiction to manage multi-incidents or asingle large incident and maintain an
adequate leve of service to other patrons as well asthe ability to meet
new minimum manpower standards. Although mutua aid agreements are in place that assist with pesk
demand responses, the time frame for assistance, is often after the fact. Along with increased response
resources, is the increased service that could result from one department offering standardized training,
ingpection, and operating guidelines.

Asreault of city growth and the current locations of fire sations, strategic station |locations that
will offer optimum response was a concern. Growth of the city has resulted in a poor digtribution of fire
dations resulting in some cases of a overlgpping of service with the county. One Reno County Fire
Didrict # 2 dation is located within the city limits asis located in area where a city fire sation should be
located. The city dso has two gtations in the southcentra areathat are located in close proximity. With
the growth of the county and city to the north of the city, a county station would be better served to the
north.

One of the mgor contributing factors that prompt consolidation in most effortsis the issue of
cost. Cantheleve of service be continued a areduced cogt to the taxpayersis a question often asked.
In the Reno County areg, this question is directly tied into the timing such aventure. The retirement of
both chief officersfor Fire Didrict #2 within the next two years dlows atime frame for which financid
advantages can be gained.

Success stories of increased efficiency and cost savings have been recorded al over the country
for the past twenty years with fire departments that have merged. Although many have chosen to
partidly merge functions or use mutud aid agreements, many such as Tuaatin Valey Fire and Rescuein
Oregon, Pasco County, Florida, Sarasota County, Florida, Jacksonville Fire
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Protection Didtrict, Poudre Valey Fire Authority, Colorado, and North Metro Fire and Rescuein
Colorado, have been successful in afull fire department consolideation.
Resear ch Question #2
What are the projected benefits that can be expected if a consolidation between the two fire
departments occur and isthere afinancid savings?

The suggested benefits of a merger between the City of Hutchinson Fire department and Reno
County Fire Digrict #2 department are based on the assumption that the two departments will merge
with the City of Hutchinson as the adminidtrator. It isaso assumed that one city station will be closed
and manpower relocated to current city and county stations. The full financid impact would not be
reglized until areduction of five personnd including two county staff officers will occur through
retirement and attrition, acity ation is closed and departments such as Training, Inspection,
Maintenance are relocated, and start up costs are covered. Start up cost which include a standardized
communication and dert system and remodeling costs for one of the county stations are not deducted
from the cost savings because they should be budgeted for and completed prior to the consolidation.
The additiond retirement charges for county employees will have to be absorbed by the city until a
blended rate occur. 1t is also assumed that as aresult Smilar instances and outcomes in other
departments that we can expect Smilar resultsin this Stuation.

Bendfitsin service which have proven effective in other departments involved in a consolidation
which should aso prove effective here would be in increased response capabilities for Fire Didtrict #2
patrons, increased efficiencies for both departments through standardization of training, operating
guidelines, and equipment, and the possibility of lowered 1SO rating resulting in decreased insurance
premiums for residentsin Fire Didrict #2. The City of Hutchinson would benefit specificaly by having
additiona flexibility in resources to use during multi incidents and the increased response capabilities for
the northern part of the city.
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The projected cost savings that could be expected from a merger would be $209, 559 per
year. Thisincludes sdary savings of $106,513 by reduction of five personnd, employee benefit savings
of $69,574, and $33,472 asaresult of closing one city station. This savings could be used to fund the
relocation of city fire ation 5 to an areain northern Reno County Fire Didtrict #2 and the subsequent
remodding of sation 5to officesand a joint training facility. The financid savings may be impacted if
deregulation of utilities occurs.

Resear ch Question #3
What legd avenues are available in Kansas for merging a city fire department and county fire digtrict that
will offer asatisfactory result for both governing bodies?

There are four areas of Satutory authority given in the State of Kansas to facilitate a merger
athough only two would be practica for both departments. K.S.A. 12-3910 et. seq. has a maximum
mill rate levy required under the law which would not be practica for apaid fire department. K.SA.
12-3901 et. seg. has a section that limits the ability to use this statute because of thefire didtrict's taxing
ability. K.S.A 19-3608 which isthe fire digtrict satue, allows the Board of County Commissionersto
enter an agreement for fire protection and provides for the supervison and control of the department to
be in the hands of the governing body of the city. K.S.A. 12-2901 et. seg. alows for the mogt efficient
use, cooperation, and flexibility between agencies by enabling officids to enter into a joint agreement
that will addressissues. This agreement is by resolution and may provide for an adminigtrator, joint
board, separate legd entity, or one of the agencies to administrator. The agreement should covers areas
such as governance of the authority, terms, powers, organization, and financid policies. The agreement
may aso include sections on funding methods, equipment use, preservation of pension plans, employee
benefits, and unified collective bargaining units. In researching the most common method used in
consolidation efforts, it was found that most departments used some type of interloca agreement with an

overview board or fire board made up representatives from each jurisdiction.
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Resear ch Question #4
What are the operationa and personnel issues between the two departments that need addressed in
order to facilitate a merger?

In order to facilitate a merger between Reno County Fire Didtrict #2 and the City of Hutchinson
Fire Department, there are avariety of operational and personnel issues that need
addressed.  Because Reno County Fire Didtrict #2 is not covered by a bargaining unit and most
employees of the Hutchinson Fire Department are, an agreement would have to be worked out. ssues
such asrank, seniority, benefits, pay, and avariety of other employee benefits would have to be
addressed and some form of agreement reached.  The operational issues involving a merger include,
but are not limited to Sation locations, remodeling needs, manpower placement, uniform standard
operating procedures and adminidirative guiddines, standardized rules and regulations, upgraded
communication systems and procedures, equitable rank and promotiona practices, mutual aid
agreements with other departments, standardized equipment, uniform training standards, uniform
ingpection and code enforcement, and atime period that will dlow for a smooth trangtion period. Some
of these issues have been addressed to asmall extinct through mutual aid between each department,
but to function efficiently they will need to be molded into one department.

Resear ch Question #5
What other factors will play ether a postive or negative rolein amerger or consolidation between the
two departments?

There are severd other factor that may have an impact on any consolidation effort. Reports
indicate that the main obstacle that needs to be overcome in most consolidation efforts are power,
control, and turf. These are usually seen a the upper management level, however employees of either
department or citizens may feel aloss of control or power. Opponents or proponents may comein a
vaiety of forms include eected officids, citizens, firefighters, and even fire chiefs, whose position may

change during the consolidation process.
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Trust between governments and departments is something that takes along time to develop but
little time to loose, and may play an important part in the consolidation process. Although the past has
seen some cooperative efforts between the city and county in the communication center and law
enforcement facility, little progress has been made in consolidation
efforts between the two fire departments. Trust in governments is something that many people question
intoday's society. Mutud aid agreements which are currently in place in most cases has helped to aid
in the working relaionship between departments, but these relationships may be strained by merger
attempts. Communication of information has aso proven to be one of the mogt vitd links in a successful
merger attempt and in areas where little communication has been given to the involved people,
assumptions and speculations usudly occur.

The process of change itsdf, has proven to be an enemy to many new change efforts. Thefire
service in the Hutchinson/Reno County is like most fire departments across the country which are very
steeped in tradition. Each department has a history and an identity and anything that threatens their turf,
will usualy face oppostionin someform.  With initid efforts begun by loca dected officids with

positive results, alack of information has resulted in employees and citizens taking a negative stance.

DISCUSS ON

After researching the issue of consolidation or merger on the nationa and locd levd, it was
found that many of the same issues, problems, and possible solutions were found in other departments
that have or will occurr between the City of Hutchinson and Reno County. Although there are some
departments that have had little success with afull consolidation for avariety of reasons, the mgority of
literature and case studies reflect a positive effect. Many common advantages were discussed such as
elimination of duplication of service, cost savings, increased efficiency and resources, and

standardization of training and operationa guidelines, to name afew.
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At the present time in Reno County, both departments appear to be operating effectively but not
necessaxily efficiently. With growth to the north, annexation, increased demands for more service, and
potentia tax revenue loss due to deregulation and inflation, the current level of service will or may not
meet citizens future demands for fire/rescue service. With a county fire gation located in the city limits
and aduplicate set of gaff officersin close proximity, there is an obvious overlapping of service and
adminigration. Although mutua aid agreements are in place, the next step in the upgrading of service
levels may be consolidation.

Although through areorganization and reduction of manpower, a consderable cost savings
each year can be expected with no loss of service, there will be someinitid cogtsinvolving the
retirement system, communication system needs, and remodeling one Station, that will reduce the short
term financid effect. Long term financid savings should be available to asst in, equipment purchases,
future relocation of one station in the county and development of the current sation into atraining
facility, and more effectively managing the cost of fire servicein Reno County. Effects of dectricd
deregulaion will have afinancid impact that may prompt efforts at consolidetion athough, it will ill be
an financid issue concerning who will have to make up the tax loss.

Theinterloca agreement is by far the most flexible, efficient, and proven means for governing
bodies to enter into a cooperative agreement which has proven effective in many departments. Severd
issues will have to be discussed and agreed upon by city and county officids deding with the agreement
before amerger can move to the next step. Questions on the type, makeup, and authority of an
oversight board, equity in taxing, as well as personnd issues are afew of the mgor topics that would
need to be addressed in the agreement.

Operationa and personnel issues such as union agreements, employee benefits, sandardization
of equipment, operations, and training are afew issues that must be
overcome before amerger could be successful. These issues, dthough important, will usudly follow

after officids have made acommitment to the venture. In earlier attempts at consolidation
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inthisareain 1992, it was attempted to address these issues prior to a commitment by governerning
bodies which resulted in afailure.

Timing and open communicetion, are two other factors that may have an important impact on
the success of a consolidation effort. 1f communication to dl involved partiesis not successful, alack of
trust will quickly develop and many people such as the media, dected officids, employees, and citizens,
may become opponents. The pending issue of opting out of the tax lid, that will be voted on by
resdents of Fire Didrict #2 in April of 1998, will have a Sgnificant impact on the future of the effort.

For success to result informative information on the key issues must be presented by locd officds.

RECOMMENDATIONS

In reviewing the consolidation effort between Hutchinson Fire Department and Reno County
fire Digtrict #2, there has not been a shortage of past studies that recommend amerger. In order to plan
ahead for future fire/rescue service in the community, officias, department heads, employees, and even
citizens should look a means to increase efficiency while reducing or holding spending costs. In
reviewing information on consolidation from other departments and issues between Hutchinson and
Reno County, the benefits and timing would by far favor amerger or consolidation between the two fire
departments. The biblica versein the book of Ecclesastes 4:9 sums up the principle of cooperative
effortswhich may goply in this Situation. It Sates, "Two are better than one; because they have a
good reward for their labor” (National Bible Press, 1957, pg. 921). Thefindings of this research on
the feasibility of consolidation between the City of Hutchinson Fire Department and Reno County Fire
Digtrict #2 revedl that
one consolidated fire/rescue department would be more efficient by reducing duplication in
management and reorganizing manpower and station locations, save money by a reduction in personnel
and equipment without compromising service levels, offer at least the same or an increased leve of

service, and dlow flexibility in resources to cover mgor incidents. There are
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datutesin place for amerger to occur by using an interlocal agreement, athough there are some barriers
and issues that need addressed by both governing bodies that assure citizens and employees that some
equity will exist.  This change process would not be an easy task, but sSmilar cases with other
departments have proven to be very efficient and productive.

Past differences, lack of trust, and control issues, must be put aside by al involved persons and
organizations and must look to the future to what is best for the citizens. Embarking on aany change
that pursues the unknown, is not an easy task, and dthough painful, the results may be very rewarding in
thelong run for dl involved. Recommendations based on this study
would encourage governing bodies to address the lega and personnd issues and dlow the two fire
chiefs to develop aworkable time frame and operationd plan for implementation. In order for the April
1998 vote by residents of Fire digtrict #2, on the opting out of the tax lid for Fire Didtrict #2 to
succeed, factua information must be put forth to employees and the citizens of Fire Didtrict #2. Both
governing agencies must show strong support for the effort to succeed. Although the unknown is often
times painful, hopefully one can use padt failures, present accomplishments, and a future vison to

provide a more efficient fire service in Reno County.
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Tax election to be done by mail

Yoters m Fire District 2
asked to remove tax lid
to allow merger with city

By John Green
T Huscharnenn Mewa

An election oo whether by cemina: the
tar Bd for Reno County Fire Dislrict 2
will be decided by mail ballat, Retws Couns
ty commisaioners wiid Wednesday

All 4,426 registered vobers within the
apecia] wysosament. digtriel skbiyld recajwe
ballota bor Apnl 9, The completed ballota
muet be returned by noan Apeil 21, spid
Zhari Gragnehin, Fene County e

Commisgioners waid they alea will
sapd Jettera to every howsehald sdthin
the district & few days before the ballsts

&2 out, listing prea and conw of the issue.

“We feit thin wauld be the best way to
reach all the votave ™ Commessionar Larmy
Sharp said. “1t's alan joppescd te be &t
Tt 31,0440 cheaper to do by muil than
have peaple go to the palla”

The extimuted $6 000 to 53,000 cut for
the election comues from the fire dintiiet'y
budget, commissignery said. The inforne-
tional mailing, sapected Lo cost ssveral
hundred dellars, comes frum the coungra
Keneral fand.

Leas than o desen pecple enncermed
abont the tax vibe nitendsd Wedbeaduy's
comemiagion meetinyg,

“Wa gre at & cenwecoude,” Sharp said.
“Boards in the past hawe bean criticized
for baing relurtant w meng: or consoli-
data. Tt will be up to the people. But I am
ailidly behind investigating this morger

further, w0 the vitality and continwed
opeyation of Fire Digtrict 2 o enauereed for
our kids and the next generaticn of ress-
denes who Live there ™

Conunigsieners nod County Counsslor
doe (Snllivan apent 15 minutes anawer-
ing fquestiona, cepeating explanations
that the tax lid rauat be removed in order
Lo merge the peid maral fre districh wath
Huldhinwon s fire departmese.

Furnhng for employee benefits, cur.
rently tiot under the tax lid, weuld shift eo
capped funding when firefightera becoma
conkract eity etnplipew, There is oot
ceavugh spending authonty woder the Lid
ti dix that, Withont che apending author-
Ly, the bwo depertment's canmt menge

The: sl proparty-tax dollars collected
won't eharg - ub losat during the first vear

“Taxes are Ukely ko go up in the future

whether you remain under Fire Thslrid 2
ar merpee” ['Sualliven caid, “We will hase
Lo hyeae in the cantract (with the ety ) shog
ety of operation for Listrict 2 will be oo
greater than i 16 operated solely. I wr
cantud hawe thel guarantee, then the
coTnmiagioters an: npt interestad in can-
tracting with the aey®

Jim Posey, coe of L ople who car-
nod patitione ta foroe the tax-iud vote. sup-
grutead the councy take aver mty lime npae-
alne, rather then the ather way arcunid.

"I nok appoved to building new fve
staticrs in the cuml acea,” Posey eaid.
“We prabably need that, and its the prop-
er thing ta do. But T hate te ser the raral
district, more ar leas, taken pwer, Wao're
prubmibly going to be paswbg for v lop of
city wluff, IF we take the 1id off, s’z & blank
cheek. And [ eun't quite zee that”
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District 2 will lose voice in fire merger

Tt employees of Reny County Fiee
THatricn & would Lke 16 respand b oo
recent artwle and edilurial i The
ukehiteion Mews: . which we foel wero
stantad. with lele siated in defensae pf
Muslricd 2 taxpayers and the distocls
Tire |]::]:|urt.me-nr..

To beegin with, we dun't romsider chis
a condalidalion  Everythiog wall helozg
sieictly b thae caby of Mewhmsen Dia-
lriel 2 patrays will have o vuiose @ the
Mulure of this department. Thos, we soc
it o Lakeever of Thed rigt, @

Tlu-.'propusa] By the ciky tsrimatey o
saviay ol S0 00c ammanlly 17 sawes
Hurehinsen Fire $2HL000  [eweiripy &
Laxpavers will puy che sarme, and here
15 D0 guarantse Lhat thair races wilb po
pee hugher, as the city admitstrition
diems noeesaaty.

Fur this same weney, Chool Fracier
states thadl. Diatret 2 well roceive quick-
ol response and inereased cozources.,
Thiz ia {#lse Currantly, Nee Thsirct &

A% aid agreecoenls coantywele and the
suergunding esunliws, Llutchinsen Fire
his an aid agrsernest wich Listricl @
urilw

Chief Frazier atatis thi operatiog
voets are sipnulicenlly leas ol Frre Dis-
Lriel 2 (335,000 per atecioe dur b ke
Hulchinsan Fire nt‘p&!‘l]’H.Lﬂht'r. G k-
g more pragrioms, sach as Mol fene
trining god inepecion Gnd s roue
syuipeoent Digteiel 2 vazple s B ide

all theay soraces abd amore sl ohoe
hemetit sl specul divisgioee i he fepa-
et Ahus coluing our vosls.

Wie have theee st cocortifiod sran
invrstapaters, men trnned b Az
dzl"-'-CI!FI‘ conlers, amd o parnanedic wha
nrgarkies seen] provides aedicnl training.
Trnming is done with the gircipatisn
anel mpat of all shifts, We priede Fra
prevention and education progron: e
the pubdic. THatvicl ¥ cmployess have
derigred wnd buill all prgs: srocks ror
renlly in use by Disbrocl 2, 65 well s
muantaining and repairitge a1 wr e
SIIpment.

The editarial hlzimad COLLLLLY GO mis-
siuners for shelveng predrious sbidwess ...
conznbd wdion zed 2t cooperaling: with
thia atkempt. Cowanly commissinners
shanld e commended for hemg cautnme

with taxpayer momex T they blindly.

wenb inke s sgreement, as The cditor-
dowriter soggrste, Fine Thatricr 2
piatrens wonld T Laged witbir repre-
2aellilinm,

Thu caty mamager eesiels oo leicy the
fire adnucastrator and Thatrict 2 Loy
15 have oo wole For 1ie ;;i|__-,.- craneal, b
ciby managirs hosses,

The editarial also atated Uhat fin
annnally can e sowed on o a LRI
nozusswnera pobicy withan 5 modles Moo
a [ siistaor, Thiz stlement ig muidlean]-
ing

Weien believe that Thatrct 2 wauled
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Lk i back sl o city operofione. A
vzt 0 point heappeenesd lest May L
whoee Hulchingon fice officiele wanted
[h=brice & Lo crnptyr & stlation of crew ane
17uck o muan their statien m oecaze of
animer mcidest in the city, THawre @
thchned a8 owr pakrone pay tames o
cuver them. We would po help sy omet-
vetey Lhe city would b, but wewled ngl
ubratduas nuwr ares withuet ranse.
Liatrecl 2 has progressel well in (e
0 wearz wof Chicf Germac. We hawe
masd majsr ieprevements ma our ata-
tiens wd equipment and have incrensed
OO EL-HTtha Il & reseTve prEogrrn,

TIHE EMPLUYEES OF

KIRE TNSTRICT 2

vwld Urew, Jlation 1) CAPT MaAlK
DG LAY, DRIVER TIM PITTS, FI*
BREAN RIFE, Statipn 2: CAPT. JOHN
HARKLEY, DRIVER CHEIS SALLEFR,
FFTUMN T ARPIM.

BElue: Crew, $tation 1. CAPT 1N
TALLANT, LRIVER DNAREIN
AULIRGUK, FF HAROLU ALRRIGHT;
Starion 2. CAPT, DAVE SAWYER,
[IHIVELE BON ETHGER, FR JASON
HOLLANT

Hasd Crew, Station [: CAPT YANCE
LEASTTRE, DRIVER I.T). FEEVY-
FHILSLE, FF BRIAN WINTERS: Btation
4 CAFT RANDY PENNER, NRIVER
DAl BASS, FF R.COWATEON



Huechinsen Mewrs

Thursday, Chetaber ¥, 1537 Paps 54

County to continue studying merger

Commissioners looking
al 2 options for proposed
joining of fire distriets

Hy John GGreen
The ez b

Ree Caynty comem
Wednasday there wruld be encugh losp-
benefits fevn: o merger sf Bens County ¥
Lhatezet 2 with the oty fire depakimeer s
Juatify further sty of the issue,

That eotsenizus, howewer, came anly afler
City Manager T Talucoz conceded 1he
county  ahaald hawve some auchordty da
apprave the ranbined department's annual
cudget.

“Wa can anduese gwng abcad in ac leam
oo of theae bwu arees - g centrace ar intar-
local agreamem,” Commussinn Cha:rmar Bal
Fischer said Wednesdiy

Fischet was weferring tn the four legal
wpuons for merger tutlins] in v orepece by
City Attoraney Porter Beown.

A vomtract would pot eanage:
cornbaned foree under the cicy o
igrrement would allow vz
v any Lyper of enptrol agveed to oy otk par
tez.

Lemmizsiorer Larey Sharp, whoese di:
crcompassed mnst of Fire Mieirct 2 said his
vhiel cenzern - and the reasan ke scoports
farther study of the msue an: iueEicny
alwwt, Lhe wkilicy of the jural liee dsieel 10
courlinue to moet rasdencs neels 10 we 15
vesrs [ram ninw,

W b 1 assume thar aaneratins awill
roninne and ot owill erode che mounts
hase.” Zharp aaul. "The growth @il continue
te the narth aid ease T3o hwee concerns thar
Faree Discricr 2 well be alle e maset the noeds
of the ritizens in the ar

In addition

In eAber Aerir County Commibsslon Buyindes:

M Commissinnees pensd dds ke purchase of a rew
Je-pand Rlessaary Iracdor semps 3l 19 cooy Bl Tre
iby bid iBEaves 20 1B ey BarPRARE BLIINGST was
e Pt Traclin U0 Vit by $872 930 T compaty
At a2 330 000 e nooe He 2oanhes 1385 seraper

Pubrc Wiores Cameclor Searge Hogess sl el ndpa
T B3 A RS DA W) ST MIGEISTERS RS Wesk T 3
sergrrmeredal 07 Gr e Jurckase and wHEmEr 0 noire
ey o me county of Ll eeeg Db

B Torssones appraeed 3 oonlrach 10 have e
CELRC; FROIZe EMQIFEET N 313 50570 G S 20 on <ar-

the guestions raiseml during
s m_un_._.nv__.ﬁ centeted an feirs 1he
ey would be upabie to wark woth rusal vul-
rdepartments. thet the joka of all exisc-
Theire 4 emplovecs would ha prutecled
Al than the oy wowed mot take posseszian of
CiLLELLY nipmenl

Depzny Fire Chiel Fam PForbes offered
asauwrarcs thit wll emplosees would transter
at equal rank and werrny And Falaowoz
#8id the cotrtast vin le wrillgn sn tha fire
cquipment wowid reavain progeertye af the Bre
districs for a perisd of time

“There huws to b2 an esaape clause” Fan
TSl daes not work, we wanhd ne
1w ae An the cquipment.
g reodngkl s we proceed
Ceatrict 2 wil - loce nsthing
Zhurp zuie 7] know
lones coneeact wich :__. oty thal has not
warked oul LEvary cantrs =5 Gar b baen w
Aacpess ot we do geed wosadl down for ke
nowrhat Thoofost bz aud ensur:
that the dsircts” coste will be determizl
Todrlw "

Hucehisne Fire Chicf Gary Frazer aaed
opERating vosls e The combiped depari-

veas on ke Peacs Cropk Broge recontdriksor amisct or
BEird Averve.

gy 0! The sounky wil ba BimoUrsed ko B perrer
2l e insaecton soes, Of aneul 325,800 o rwsiaig Bl
1er IPe caurly wil b -pgasrsha ko 20 parcert of [rg mon-
Svulent s, o behwaan SA0007 |c 330000

B COMMSHCRE’s 300ies A el seirg a b
DREPI SF AR el ooligalion boads o nd e Sp-

menls shonld Ba no misre that the
hudper The gnly extra cose wintll |

_,.__........_.__._.__u_n_._u_-_ i5 ..._-_r.__._. ChMla wil
S Fraxwer s
_:.:_ i5 tnocliminete Eva position- —
inclurding t Dhatrct 2 ckie! and depute
chief, wha Beale plon e metare n 1988 and
shres ity Fae sl are anflled. The
money zavid fr o salunes wisld po
towrard ouilding and rezuadeling, Frooer g
The reductiznz m salavies and benels
and clising atl least one city Se- acat

. Tk
Liere awlie
Tl

s e eslimatsa ar abour S1
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The following figures reflect possible cost savings as a result of personnel reduction due to the
merger, as well as the savings resulting from closure of a gation and reorganization of equipment and
personnel.

Position Reduction:
(Based on RCFD #2's 1998 Proposed Budget)

1 Fire Chief $41,440
1 Deputy Fire Chief $36,606
3 Firefighter $82,929
$160,975 *
* Thisfigureis not accurate as it does not reflect the difference in pay scales between the
departments.

COMPARISON OF PERSONNEL COSTS:
RCED #2 Hutch Fire.

Captain $34,063 $34,188
Lieutenant None $32,232
Driver $29,900 $30,216
Firefighter $27,643 $28,944

Figures reflect annual salaries at the top of pay scale. City pay also reflects additional pays such
as Educational Incentive, EMT, Working Out of Classification, and/or Relief Driver Pays.
SALARY SAVINGS

Sday cod for individualy operated departments.

County sdlary codt for fire personndl. $625,161
City sdary codt for fire personnd. $2,640,072
Total sdary cog for individually operated departments. $3,265,233

Sdary cost for merged fire department
operated with city’ s pay scalefiguring 92 personnél.

Sdary cost for 77 present City positions. $2,640,072
Sdary cost for addition of 15 positions $518,648
(see following breakdown).
Total saary cost for merged departments. $3,158,720
3 Captains $110,939
3 Lieutenants $104,537
6 Drivers $195,318
3 Firefighters $93,854

$504,648



3% COLA for 1998 $14,000
$518,648

Salary cost savings. $106,513
Note: Additional savings could be realized initially until Fire District personnel are at the top of the City Fire's pay
scale.
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OTHER BENEFITS
Reno County (Based on current 20 positions.)

Health Insurance @ $413.48/mo. $99,228

Life Insurance @ $3.30/mo. $792

KPERSIKP&F @ $9.7% $60,640

Medicare @ 1.45% $9,064

FICA @ 6.2% $38,759

Workers' Compensation @ 4.14% $25,881

$234,364

City of Hutchinson (Based on 15 additional positions.)

Health Insurance @ $178.50/mo. $32,130

Life Insurance @ $1.10/mo. $198

KPERS/KP&F @ 19.6% $101,655

Medicare @ 1.45% $7,520

FICA @ 0.0% 0

Workers Compensation/

Risk Management Fund @ 4.49% $23,287

$164,790

Benefit Cost Savings $69,574

The above figures reflect severa differences in benefit packages between the two departments.
Reno County pays FICA taxes as well as contributing to the KPERSK P& F Retirement System, where
as the City of Hutchinson contributes only to the KPERSKP&F Retirement System (no FICA taxes)
for itsfire department personne. The City of Hutchinson is salf-insured and utilizes a Risk Management
Fund as opposed to paying Workers Compensation premiums.

STATION SAVINGS

Cost to operate two county stations. $66,945
Cost per gation. $33,472.50
Cost to operate five city stations $313,540 *

* Less MERF Fund

(Includes the cost of funding Adminigtration,

Training, Fire Prevention and Mechanic/

Maintenance Divisons)

Cogt per sation. $62,708



The cost difference in operating expenses between the two departments per station is due to the
fact tha the Hutchinson Fire Depatment operates full-time Traning, Fre Prevention, and
Mechanic/Maintenance Divisons out of Fire Station #1.  Additiondly, the increased dtation cost is
associated with increased manpower, increased number of cals, larger facilities, and more apparatus for
the City’ s Fire Department.

The cost savings realized from closing one fire station should result in a minimum of
$33,472.50, which is utilizing the cost of one County Fire Station.

F-2
COMPARISON OF COSTS TO OPERATE INDIVIDUAL AS OPPOSED TO JOINT
FIRE/RESCUE DEPARTM ENTS:

Codt to operate separate Fire/Rescue departments.

Personnd Services $3,265,233
Contractual Services $152,670
Commodities $100,425
Capital Outlay $327,390 *

$3,845,718
* Includes a $200,000 MERF Fund to purchase new machines.
The total figure does not include employer contributions and benefits.

Cost to operate merged Fire/Rescue department.

Personnel Services (92 personnel) $3,158,720
Contractua Services $134,423
Commodities $89,450
Capita Outlay $323,140 *

$3,705,733

*Includes a $200,000 MERF Fund to purchase new machines.
The total figure does not include employer contributions and benefits.

Budget Cost Savings $139,985
Employer Contributions/Benefits Savings $69,574
Total Cogt Savings $209,559
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77 Full Time Stafd

CITY OF HUTCHINSON

Crgarzational Chart
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